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I. Introduction 
A. !a! Problem 
5 
In any organization a condition exists wherein 
someone gives orders which are expected to be carried out. 
The efficiency with which these orders are given and obeyed 
depend upon several factors, among which are the factors of 
authority and responsibility. These are of great importance 
and are often considered by many as a single proposition, 
mainly because the relationship is so close that each is 
considered a function of the other. In a close breakdown, 
such as in an organization plan, this tie-up is readily 
seen and appreciated. 
In management a question often asked is: Does 
the enterprise operate more efficiently whose plan of organ-
ization and whose policies maintain that for each act of 
authority the~e must also accompany a resultant act of re-
sponsibility? Almost unanimously, the answer to this ques-
tion would be in the affirmative. 
Herein lies the problem discussed in the following 
pagesa to ascertain the degree to which companies plan 
their lines of authority and responsibility, the degree in 
which this point is carried through, its influence upon 
operations and its affect upon internal relationships. 
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B. Importance ~ the Problem 
"It is a truism that no company can be better 
than its management; indeed, in the eyes of some manage-
ment experts, the caliber of the management staff is every-
thing -- more important even than the product the company 
makes and sells •••• But management itself is no better 
than its organization and personnel -- with authorities 
and responsibilities clearly defined and delegated, with 
•crossed wires' and internal 'politics' kept at a minimum. 
"organization charts are a step in the right 
direction, but they are guides, and not the solution in 
themselves. In actual practice, organizations behave as 
though they were made of India rubber, expanding and con-
tracting in accordance with the personalities and capabili-
ties of executives assigned to specific functions. 
Aggressive persons usually are willing to assume authority 
even when it may logically belong elsewhere. Often, how-
ever, this aggressiveness is not accompanied by a willing-
ness to accept the responsibility for results. The result, 
in popular parlance, is 1buck passing'. 
"on the other hand, many persons upon whom defi-
nite responsibilities should devolve are hesitant about 
making decisions and standing by the results, and equally 
unprepared to delegate authority. Also, many department 
heads are unwilling to raise a question as to whether a 
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certain matter is within their jurisdiction, for fear that 
it may be a reflection upon them. As a result, certain 
operations may be carried on in a very hazy atmosphere of 
conflicting authorities and prestige. To a large extent, 
organizational confusion reflects insufficient attention by 
top management to this important problem." * 
C. ~ Q-2!!! .2:£ Others 
A great deal. of study has been given to the organ-
ization plan and to the particular phase of authority and 
responsibility. It is generally conceded that any distribu-
tion of authority and responsibility must be in suoh a 
manner that a portion of one should be balanced by an equal 
portion of the other. However, while many organization 
plans and policies oall for such a distribution, little is 
known as to the degree in which it is carried out. 
D. Method of Approach 
The nature of this problem is suoh that results 
could not be obtained through the medium of a questionnaire. 
Hence, the necessary information was gathered through per-
sonal contacts with twenty companies and through personal 
interviews with members of top management. 
Each interview followed a general planned pattern. 
After a brief statement of the problem was given to the 
interviewee, be was asked to tell, in his own manner and 
* 23, p.16-l7. 
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sequence, how the policies concerning authority and respon-
sibility were determined, how and to whom delegation was 
made, the manner of carrying out the policies, and the in-
fluence which these policies had upon operations and inter-
nal relationships. In this way the writer was able to ob-
tain a general picture of the company's method of operation, 
whereupon it was possible to ask specific questions con-
cerning each phase and to clarify any points that were vague. 
Thus, it was possible to get a clear breakdown of each com-
pany, in detail, concerning all aspects relative to author-
ity and responsibility in management. 
Wherever possible organization charta were ob-
tained showing lines of authority and responsibility as 
set up by the company. In addition, actual cases per-
taining to the problem were discussed and are presented 
herein in order to give a more comprehensive view of the 
situation. 
II. Plan of Organization 
A.. Purpose 
In order to function, a business or enterprise 
must be established with some object or goal in mind. To 
achieve this goal, machinery is set up whereby individuals 
or groups combine their ability, knowledge, and efforts 
together with capital, machinery, equipment, tools, and 
materials. 
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Stated so simply, this appears to be unimportant 
and a great many people will agree such to be true. It is 
only natural that tools and equipment be employed to achieve 
the goal. However, the important thing is how they are 
utilized, who uses them, and where and when they are em-
ployed. It is the obligation of management to make the 
decisions and see that they are carried through. This 
procedure is present in every business in some state,. for-
mal or informal. Regardless of the degree to which this 
is accomplished, whether done consciously or unconsciously, 
or the terminology given, it can be ascribed as organiza-
tion. 
To describe the importance of organization, which 
cannot be underestimated, an apt analogy was once given. 
"Organization is to the business what the nervous system is 
to the human body. Its purpose is to send instructions 
(impulses) to the operating members and to receive and 
transmit to top management (the brain) information which 
will enable it to function intelligently.• * 
B. Principles 
The principles of organization do not vary from 
one company to another to any great extent. Each company 
has within its structure various breakdowns which govern 
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its operations and procedures. It is generally agreed that 
a subdivision of work, types of work, duties, and functions 
must be made in order to perform the work intelligently and 
efficiently. The larger the company, the greater the number 
of subdivisions; and, theoretically, the greater the number 
ot subdivisions and specialization, the greater the skill of 
the people involved and the greater the efficiency. This is 
true where it is the policy of management to work through 
the lines of authority and responsibility as set up in the 
organization. However, where officers in an organization 
do not see tit to follow such lines, situations become in-
volved, workers become confused, and supervisors become 
irritated resulting in poor and inefficient performance. 
The principles in every company contacted in this 
study conform very closely with those stated by Goes as the 
basis of a sound organization structure which are: 
•1. Separation of the functions of the business, 
such as sales and distribution, production, purchasing and 
* 26, p.517. 
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procurement, financial and accounting, engineering, research 
and development, and industrial relations. 
2, Setting these line functions up with their 
logical subdivisions so there is no overlapping or conflict 
and so that no individual receives direct orders from more 
than one individual -- his immediate superior. He may, bow-
ever, receive aid and advice from staff officers or assist-
ants. 
3, Clean-cut distinction between line and staff 
functions and functional control. 
4. Clean-cut specification of each management job 
in the entire management sequence at the several management 
levels, to avoid divided responsibility. 
5. Suitable and adequate delegation of authority 
and responsibility for each member in the management sequence 
varied in accordance with the management level. 
6, Selection for each position in the management 
sequence for each management level of the most suitable and 
competent individual without fear, favor, or political in-
fluence," * 
c. Advantages ~ Disadvantages 
The principles as stated by Coes, if adhered to 
strictly, should preclude any opportunity for poor manage-
ment or mismanagement. However, it has been found that 
* 27, p.486. 
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there exists much variation from the principles as estab-
lished. Wherein such a condition exists, management states 
that such variations are for the good of the company and is 
necessary for its operations. Only ten companies of the 
twenty contacted are in complete accord with these principles 
and followed them closely. Every one of these companies was 
of the opinion that this is the only method for successful 
operation and any other way of operating would be less suit-
able. One of these companies spoke from experience learned 
the difficult way. Several years ago, this company was· in 
a state approaching complete ruination. One of the fore-
most reasons for this situation was poor co-ordination and 
relationships between management and employees. It was 
found necessary to overhaul the entire structure; the basic 
principles were reconsidered and adhered to. Today, the 
management finds itself in a healthy condition and the prob-
lems of co-ordination and labor relations have been reduced. 
Some of the main advantages resulting from such 
a program are: 
1. Duties and functions of all divisions and de-
partments are separated. 
2. Duplication of functions are eliminated. 
3. Important functions can be separated from 
secondary functions. 
4. The overall structure of the company is avail-
13 
able to be examined. 
5. Responsibility and authority are set up and 
fixed. 
6. Grading of personnel and salary determination 
is made easier. 
7. Budget programs can be more suitably developed. 
s. Cost analysis is simplified. 
9. Positions can be filled according to definite 
job requirements. 
Although the rest of the companies were in agree-
ment with the principles and even though they were a part of 
their organization, they did stray from following these 
principles. In general, although these principles were 
agreed to be a fine goal towards which to strive, it was 
considered impractical to adhere to them closely. One of 
the main reasons stressed by all was the fact that the 
organization becomes inflexible and that the time element 
becomes greater for the issuance and carrying out of orders. 
Another point brought out by these companies was that since 
circumst·ances changed quite frequently, it was necessary to 
deviate from the basic structure. 
D. Types ~ Organization 
In practice, there are several types of organiza-
tions; namely, line organization, Taylor's system of function-
al organization, line-and-staff organization, committee 
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organization, joint management-labor committees, and 
multiple management. By far the most common type in medium 
or large ~cale enterprises is the line-and-staff organiza-
tion. All the companies interviewed functioned with this 
type of organization -- with the exception of one which 
operated on the principle of multiple management. These 
two types of organization are briefly discussed below. 
As the name implies, the line-and-staff organiza-
tion is divided into two distinct classes of personnel, the 
line division and the staff division. The purpose of the 
former is to carry out the primary activities of the enter-
prise. Line officers have the authority and the responsi-
bility for seeing that all orders are given and followed 
in order to keep the business operating and producing for 
its intended purpose. The function of the staff is to act 
as experts to provide service and advice to line officers. 
The advisory function of these officers should not carry the 
authority of action to fulfill the suggestions made. 
"Distinctions between staff and line executives 
have been attempted in various ways. It is sometimes said 
that the activity of a staff executive is to think, while 
that of a iine executive is to ~· Such a differentiation 
is too simple, and it is obviously inaccurate because it is 
a half-truth. Both types of executives must think and act; 
the distinction between them is determined by the spheres 
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of interest which govern their thinking and the areas of 
control which govern their acts. It is more nearly correct 
to say that staff officers are assigned to an •authority 
of ideas,• while line officers are charged with the •au-
thority to·command.'" * 
The line officers are the principal officers of 
the company. It is these men who formulate the policies 
and procedures of the organization and are the heads of 
main departments. These men are vested with the authority 
to act and command and bave the responsibility of their 
actions. Whereas the staff officers have no authority, 
they have the responsibility to advise, co-ordinate, and 
plan. 
The main advantage to this type of organization 
is that specialists with expert knowledge can advise and 
suggest to •anagement, thus allowing line officers to spend 
more time to concentrate on operations. Because of this, 
the principle of undivided authority and responsibility can 
be carried out, and at the same time permits specialization 
in related fields which affect operations. 
Several disadvantages have been found to prevail 
in the line-and-staff organization. If the organization 
does not indicate in some manner the duties and responsibil-
ities of staff members, confusion may result as to the func-
* 17, p.259. 
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tiona and positions of staff members. In addition, staff 
officers will pass over lines of authority in order to see 
that their recommendations are carried out. In many in-
stances conflicts arise when line officers will not see the 
viewpoints presented by staff officers. Where this is 
frequently the case, the staff becomes ineffective and of 
no value. 
As stated previously, one company operated on the 
principle of multiple management. This form of organization 
is not employed by many companies, probably because little 
is known concerning it. In this section of the country, 
this form of structure is relatively new. 
•Briefly, the plan establishes a Junior Board of 
Directors that will participate in the management, privileged 
to 'discuss anything it sees fit, with the exception of 
wages and employee grievances,' which remains the eaclusive 
function of the management and the union. This is with 
union approval. 
•All employees, with the exception of the members 
of the Senior Board of Directors, are eligible for member-
ship on the Junior Board, which places it on the most demo-
cratic basis, and makes it plant-wide in employee partici-
pation in management in all matters outside wages and 
grievances. Recommendations made unanimously by the Junior 
Board, within its wide jurisdiction, are to be subject to 
approval by the Senior Board. The Junior Board and the 
Senior Board meet quarterly or more frequently if called. 
1'1 
•Back of the institution of this 'Multiple 
Management' -- a Senior Board of Directors and a Junior 
Board -- is the thought that the employees in general and 
the younger men in particular should be placed in position 
of responsibility for the maximum use of the large Northern 
Industrial Chemical Company plant, its equipment and reputa-
tion and for the perpetuation of the organization. Under 
'Multiple Management', as constituted at Northern, the com-
pany expects to create the incentives and the opportunities 
for advancement that always are contributive to good work. 
"The whole new plan is based on the following 
six principles of Company policies that affect everyone in 
the plant from the President to the window washer: 
l. Fair pay for a fair day's work. 
2. Security in his job and in his company. 
3. Opportunity for advancement within his ability. 
4. Recognition for participation, initiative, 
and interest. 
5. Incentive to do his or her job well -- then 
better. 
6. Participation in his company's development 
and operation. 
11 Il:l making recommendations the Junior Board will 
make use of these six company policies to bring to light 
many subjects that are vital to the operation of the 
organization. These policies are not new to the company 
as they have been carried out in the past through com-
mittees, giving partial employee participation. 
•speaking of the significance of the plan Mr. 
Sammet, Jr., made this statement: 
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'Our entire company, management and employees, 
will have a much better understanding of the common cause 
for which we are working and the six principles of success-
ful operation. I am sure that this plan of Northern 1MM 1 
can and will help the Company financially as well as manu-
facturing-wise, engineering-wise and labor relations-wise. 
Northern 1MM' still retains the basic strength of private 
ownership and control while adding the essential advantage 
of group harmony and oneness of purpose for our common 
cause of having an efficient organization.' 
"composition of the Junior Board is provided for 
through an election system based upon merit rating. The 
Board is to consist of not more than 8 and not less than 6 
regular members, and not more than 3 and not less than 1 
associate member. Full membership will be ll members. Ob-
viously the first members will be appointed, after which the 
Board perpetuates itself by periodic elections in which a 
rating formula is used. 
•At the end of the first six months of service 
the Board will hold an election. That election is by 
means of rating sheets on which each member of the Board 
rates all the other members, (excepting himself), as to 
ability -- human relations, vision, initiat,ive, judgment, 
cooperation and poise. Detailed suggestions are provided 
19 
as to bow to rate so as to make it objective and wholly im-
personal. 'Let your judgments, supported by facta and ob-
servations, not your feelings, be the basis of your ratings. 
~ersonal considerations have no place in judging another,' 
the Board members are told. 
"At the election, after six months, the six mem-
bers shown to have the highest rating become members of the 
new Board to serve for another term. These six gentlemen 
have the power to elect two members of the five whose ratings 
were lower than their own. That leaves three members to 
be dropped from the Board, the vacancies thus created to 
be filled by the Board electing three associate members. 
"Expected advantages, as listed by George v. 
Sammet, Jr., principal proponent of the plan, are outlined 
as follows: 
It will help to develop satisfactory labor and 
human relations. 
It will encourage the Executives and Board mem-
bers to put their minds to work in the interest of the 
company as a whole. 
Office and plant politics will be eliminated. 
It will reduce ill considered competition be-
tween Department heads and develop complete accord and 
team work. 
It will bring out ambitious potential leaders 
within the organization and it offers a reward of in-
creased responsibility, opportunity and increased co-
operation, based upon increased efficiency and increased 
production." * 
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As can be seen from the foregoing, the principal 
advantage is that co-operation between labor and manage-
ment can be maint~ined at a very high level. Another fac-
tor of extreme i~portance is that members of the organiza-
tion learn well the responsibilities that are inherent in 
managing an enterprise. The chief disadvantage to this 
system would be the consumption of time in discussing 
items that might not be of primary concern to the company. 
However, according to Mr. George Sammet, Jr., if the pro-
gram is run correctly and under good guidance, such a sit-
uation will not occur. 
E. Levels of Organization 
In the various companies interviewed, it was 
found that theoretically, there are six levels through 
* 25, pp.22-23, 52-53. 
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which the lines or authority and responsibility pass. 
Practically, however, there are only five levels. The 
reason being that the first level consists of those people 
who have an interest in the organization as stockholders. 
In most instances, these people, while possessing a great 
deal of power as owners, have little to do with and are 
uninterested in the organization except as to the receipt 
of dividends. However, there are a few individuals in this 
category who hold positions in companies as officers. Where 
such is the case, these people can better be classified as 
members of top management. Therefore, in actuality, it can 
be said that there are only five levels of management 
through whom orders pass and through whose efforts the organ-
ization progresses. 
Since the stockholders themselves do not partici-
pate in the running of the organization, they elect as their 
representatives a board of directors to act with full author-
ity in their behalf. Even in this instance, the procedure 
is usually nothing but a formality, whereby the stockholder 
signs his name to a proxy slip which in turn is a vote for 
members chosen by management itself. This board is the 
governing group of the organization. It is responsible for 
establishing the broad objectives and policies of the organi-
zation and guiding top management in fulfilling these de-
mands. 
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Thus, an extremely important level consists of 
those executives who are the officers of the company. These 
officers are classified as members of top management; namely: 
the president, vice-presidents, secretary, and treasurer. 
Through these men, the basic policies of the organization 
are carried out and general control is exercised. They are 
the nucleus through whom co-ordination is achieved between 
the principal activities. Full authority is delegated to 
them in order to fulfill these responsibilities and to 
carry out operations under their jurisdiction. 
The next subordinate level is classified as senior 
executives. These men are in very responsible positions as 
heads of departments or divisions. To them the authority 
is delegated whereby they may exercise control over their 
departments. They are responsible for the direct applica-
tion of the immediate policies of the company, the perform-
ance of work, and the supervision of assistants and sub-
ordinate executives. 
These subordinate executives are usually called 
junior executives. These men may be heads of units or 
functions within the department. It is their responsibil-
ity to develop procedures, make decisions, and give advice 
within their units. This stage of management may be con-
sidered the testing ground for executive and managerial 
talents, for it is at this point that the junior executive, 
23 
without specific orders, makes decisions under his own 
responsibility which he deems necessary in order to carry 
out his functions. 
The bottom level of management through which 
authority is delegated consists of supervisors and foremen. 
It is these men who are in charge of the employees. These 
men are responsible for seeing that the work is completed 
according to standards, for training employees, and for 
settling problems and grievances between employees within 
their own departments. 
F. Authority !£ Organization 
When an enterprise is very small it is possible 
for one man to oversee all details. However, as it grows 
and expands, this becomes more difficult. If nothing is 
done to alleviate such a situation, this person becomes 
overburdened with the result that one phase of the business 
suffers for want of attention from another. Ultimately, if 
this condition persists, all phases will suffer and the 
enterprise will become non-existent. 
"Never do, or undertake to do what can be done 
sufficiently well by a subordinate. There are things enougp 
which cannot be done sufficiently well by subordinates to 
occupy your time and .mind. 
"Trust those under you, and let each one work at 
his problems, for the most part himself; otherwise your 
24 
subordinates will not learn to depend upon themselves, but 
upon you.• * 
From this, it can be seen that an expedient solu-
tion is to delegate authority and responsibility to others 
when and as it becomes necessary. Proper delegation will 
relieve top management of many burdens and thus allow con-
centration upon broad planning, yet effective control can 
still be retained. 
To delegate authority is to give the right to 
command. Authority is •the right to require action of 
others•. ** Thus, after a decision is made and an order 
given, it is inferred that the power is present to require 
action and is available for enforcement. There. are two 
types of authority that are present in almost any organiza-
tion. One is formal or delegated authority, which is dis-
cussed in this thesis. This is the authority which is con-
ferred by position and delegated by company policy or offi-
cers. The other is earned authority which is accorded an 
individual by virtue of seniority, popularity, or qualities 
of leadership. · 
When the situation is present where one person 
possesses both types of authority, the best of co-operation 
and respect will undoubtedly be present. However, if a 
* ll, PP .90-91. 
** 22, p.42. 
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person finds himself subjected to both types of authority 
vested in two different people and there is not a meeting 
of minds between these two people, then conflicts will re-
sult. 
As mentioned on the preceding page, this thesis is 
concerned with formal authority and as such means the right 
of a person or persons to act officially on behalf of the 
company in accordance with its policies and regulations and 
with proper power and influence. 
G. Responsibility ~ Organization 
An old question bantered around quite a bit is 
"What comes first, the chicken or the egg?". Similarly, a 
question asked by several members of management during the 
interviews was, •What comes first, authority or responsibil-
ity?". To answer this latter question is as difficult ~s to 
answer the former. However, the conclusion brought forth 
was a compromise that since one was dependent upon the other, 
it really makes no difference as long as there is a commen-
surate amount of authority given for the amount of responsi-
bility delegated. 
"In an organizational sense, responsibility is 
accountability for the performance of assigned duties." * 
This definition of responsibility implies that once duties 
are assigned it becomes a moral obligation of the assignee 
* 3, p.7. 
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to fulfill the job in accordance with the orders given. 
The intended meaning of responsibility in this text follows 
this definition but also includes the thought that it rests 
primarily in an individual and cannot be shared. In addi-
tion this responsibility must be acted upon in accordance 
with company policy. 
It is therefore evident that responsibilities can-
not be given to just anyone, but must be given to someone 
capable of handling them. As the responsibilities become 
more complex and important, so in turn there must be an in-
crease in capabilities of the person accepting them. This 
point should be kept in mind at all times when considering 
the delegation of responsibility and applies to all -- from 
the top down. 
III. Degree of Authority and Responsibility in Planning 
A. Provisions !g Organization Plan 
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Although it is possible to find many companies 
whose plans of organization are similar, it is on rare 
ocoasions that the plans will be alike. There are several 
reasons for this condition. The main reason is that top 
executives have their own individual thoughts on how the 
organization should be set up and run. Oftentimes it will 
be found that an executive who has risen to the top through 
a particular phase of the business will devote proportion-
ately more of his attention to this phase than to others. 
Another situation which causes dissimilarities in plans is 
that each company will have its own peculiarities of opera-
tion. 
According to one executive, it is these differences 
which cause progress and stimulate competition in our eco-
nomic system. Regardless of the outcome of any situation, 
progress must be the result. This statement may seem odd 
at first, but looking into it a bit deeper it is true. If 
an innovation or a deviation is made and is successful, then 
progress is achieved. If the result is unsuccessful, then 
the outcome is still progress because of the fact that 
something new has been ventured and since not proven suc-
cessful, will not be attempted again in the future. More-
over, a study may show that by some changes or additions, 
a successful system may be created. Therefore, when any 
company attempts to improve upon itself or others, there 
should inevitably by progress. 
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Any organization, regardless of its size, has 
some form or plan of organization. Naturally, as the size 
of an organization increases more complexities are encoun-
tered thus necessitating some form of division within the 
company. These divisions may be made in many ways and for 
many reasons. 
An eminent proponent of organization states that 
there are four primary requisites of an adequate company 
plan: •First, subdivision of the business as a whole into 
natural components which can be mana.ged as relatively self-
sufficient little businesses; second, a relatively self-
sufficient management equipped with a high degree of pro-
prietary responsibility and authority, in charge of each 
such component; third, an effective means of coordinating 
the efforts of these subsidiary managements in developing 
and achieving a well-balanced program for the company as a 
whole; and fourth, adequate organizational provision at the 
top for doing full justice to the broader needs of the 
business and for discharging its obligations to the general 
economic welfare.• * 
These four requisites are all associated, at some 
* 30, p.l9. 
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point, with the proper delegation of authority and responsi-
bility, and are brought forward in the organization plan. 
Such a plan may be formal or informal. The meaning of a for-
mal plan is one wherein an organization chart is drawn up 
listing the various offices or positions and relegating them 
to their proper place within the organization and with res-
pect to each other. An informal plan may be considered as 
one where there is no appropriate designation of positions. 
Rather, each office or position is maintained in the com-
pany, with respect to each other and the whole, by custom or 
by designation of some official in top management. There 
are proponents for both these plans and, naturally, the or-
ganizations are operated on the basis of the thoughts of 
management towards this subject. 
In the organizations interviewed, there were an 
equal number having formal and informal plans of organiza-
tion. For the most part, executives were fairly dogmatic 
in their statements that their plan was the best and that 
it was not good practice to use the other type plan. Several 
of the companies employing charts were kind enough to give 
me copies of their charts which are shown on the next four 
pages. In general, the charts are similar. They show the 
major positions and where they fit in the structure of the 
organization. 
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much further in its organization chert then is usual. Actu-
ally, it is not correct to state that this company has one 
chert, but a series of charts. This company has one chart 
which is similar in most respects to the other charts, and 
is considered as a master chart. From here its plan goes 
two steps further. Where there is an office or position 
listed on the master chart, an additional chart is drawn 
showing those positions as the leading positions on the 
chart with the subdivisions branching out from them. From 
this, another chart is drawn with these subdivisions at the 
top and all other offices or positions in management are 
depicted branching off from these subdivisions. In this 
manner, it is possible to see each and every position in 
management in its relation to one another from the stock-
holders down to the foremen. 
Those companies using charts pointed out the 
following facts. Where a chart is used, positions are set 
out in the form of a permanent record which is available for 
anyone to see. This latter point is very important in that 
no situation will arise where an argument cannot be quickly 
settled concerning the position of an individual within the 
organization. Also, where an organization chart is employed, 
no condition should arise where an individual, through a pas-
sage of time, will drift from conducting his own affairs to 
conducting those of others. 
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From this stems the most important use of the 
organization chart; namely, to set out the various posi-
tions whereby ~ lines of authority !££ responsibility ~ 
~ traced, followed, ~ viewed £I all ~ the organization. 
There is one restriction placed upon those using the charts. 
This is, in order to maintain flexibility and the proper 
lines of authority and responsibility, the charts must be 
constantly revised. 
The proponents of the informal plan of organiza-
tion promote their plan on the basis of the following rea-
sons. They are of the opinion that a chart is not necessary 
for their operations. If this is not the case, then the rea-
son given is that their organization has functioned very 
well up to the present without a chart and thus, there is no 
need to bother with one. One company claimed that conditions 
are changing so frequently that a chart would become out-
moded very shortly after it was constructed. An executive 
inferred that a chart would be of no value because of one or 
two top members of management constantly crossing lines of 
authority. 
B. Provisions ~Policies 
The policies concerning the delegation of author-
ity and responsibility vary a great deal from one company to 
another. This variation can be traced back to the whims and 
feelings of top management. Tbey all agree that •if we are 
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to have control, we must have avenues through which it can 
function easily and directly. These avenues we speak of as 
the paths ef authority. They pass from the administrators 
who determine policy, to the executives who are responsible 
for the performance of the policy, and then to the employees 
who perform the actual operations.• * 
However, this is where the agreement between the 
various executives ends. For one reason or another, delega-
tion seems to pass out of bands of company policy and be-
comes a personal issue with the individual executive. All 
this is usually done, for the most part, unknowingly and 
seemingly in the interest of the company without conscious 
perception of the act. This situation is well illustrated 
by ur. Fish who says, •rt is important to keep in mind that 
no matter how able an executive may be, as an individual £! 
is only ~ manpower. Singlehanded, he can accomplish only 
so much in a day. The only way he can achieve more is 
through delegation -- through dividing his load and sharing 
his responsibility with others. His success as a manager, 
his capacity, his worth, rest not so much upon his own work 
output as upon his ability to organize and develop a team, 
and to 1 tool up' each member of that team to do an outstand-
ing job. Through these means he is able to multiply his 
own productivity, his own effectiveness, by the size of his· 
* 19, p.57. 
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organization. 
"All too prevalent among executives and supervisors 
(as among fathers and mothers) is a reluctance and failure 
to delegate a sufficient measure of authority and responsi-
bility to their subordinates. This is a very natural 
phenomenon. In the first place, executives advanced to 
higher rank tend to hang on to the responsibilities they 
held at the lower levels with the feeling that their succes-
sors are less experienced and perhaps lack their own breadth 
of judgment. Again, it is usuallY easier and quicker for 
the executive to handle certain matters himself than to find 
and train others to handle them satisfactorily for him. 
"Finally, in many cases, management has lacked 
adequate means to bold subordinates responsible and account-
able for results and has therefore clung to the power of 
decision over each move as its only effective control. Thus, 
while all management pays lip-service to the necessity for 
and the advantages of thoroughgoing delegation, there is a 
notable and widespread failure among executives of high and 
low degree to follow through. They continue to handle a 
heavy load which others could be found and trained to 
take over -- and thus they limit and restrict the dimen-
sions of their own usefulness."* 
Therein, was a summation of how variations are 
* 30, pp.l6-l7. 
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created in individuals and in company policies pertaining to 
the delegation of authority and responsibility within organi-
zations. 
The degree of delegation of authority and responsi-
bility was found to vary from an extremely low point to one 
wherein the fullest amount could possibly be delegated. 
These terms are relative and should be clarified before con-
tinuing further. They are concerned, mainly, with the num-
ber of people in the organization to whom authority and re-
sponsibility are delegated. To state this condition in units 
of authority and responsibility is difficult, if not im-
possible, at the present time, since a unit has not been de-
fined, and probably cannot be defined to meet all situations. 
The majority of the companies who bad organization 
charts also had organization manuals. These manuals are con-
structed in conjunction with the organization charts and are 
in essence a compilation of written job descriptions, defining 
the duties, responsibilities, and requirements of the job. 
It is the intention that these manuals will so clearly de-
fine the limits of each position that overlapping of author-
ity and responsibility will be eliminated. ~s with the 
organization charts, a written record is present. These 
manuals can be used to refresh each individual, when neces-
sary, as to his duties and responsibilities. Furthermore, 
they serve as a basis for settling any differences between 
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individuals if any confusion should arise. 
In all oases where manuals are used, the enter-
prise is broken down into levels and departments, and 
authority is given to carry out the assigned responsibili-
ties. Again, as with the organization cherts, these manu-
als, if they are to be efficiently used, must be revised 
periodically to meet changing conditions. 
Several companies were found to be operating 
without any written policies. The only semblance of 
written policies were memos that were sent occasionally to 
an executive or to a department. In general, these com-
panies operated on a principle whereby policies were es-
tablished by custom or, in specific instances, were orally 
made by an executive. 
One company has for its guidance a set of written 
policies. These policies are formulated by a group of top 
executives who meet periodically for this purpose. These 
meetings are frequent in order to revise policies con-
stantly so as to fulfill the business requirements and cope 
with changing conditions. These policies are sent to all 
concerned within the business and are not expressed as a 
part of the formal organization. It is the intention of 
this management, with this procedure, to gain as much flexi-
bility as possible. To accomplish this, they endeavor to 
construct their policies so as to carry on delegation to 
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the nth degree. However, a point not usually followed is 
that the delegation of authority is fairly complete, but 
full responsibility is not attached. The responsibility is 
present as to the carrying out of the duties, but liability 
is not present as to the results. In this instance, com-
plete liability is attached to the department head or su-
perior executive. The best explanation attached to this 
situation is that the finite responsibility rests with top 
management and it ia claimed that this method works very 
satisfactorily. 
Another company has its department heads formu-
late policies which are given final approval by the board of 
directors. This company has one other means of providing 
for policies, which in a sense is very general. The company 
allows its executives and employees to do everything with 
the exception of those things specifically stated which they 
cannot do. The reasoning behind this policy is that there 
is an incentive for initiative which is not held back by 
rules and regulations. Under this rule, there is the impli-
cation that authority is available for any such acts or 
deeds carried out. In addition, it is a policy of the com-
pany to give all the authority necessary to carry out any 
delegated responsibilities. 
In another company, only four members of top 
management make the policies. In this instance, most of 
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the authority and responsibility is vested in these individ-
uals and there are very few restrictions at this top level. 
On the lower levels authority and responsibility are kept 
at a minimum. However, since there are fairly few rules 
governing this, a provision is made whereby anyone giving 
an order is held responsible as to its outcome. Therefore, 
in a sense, authority and responsibility are also loose at 
the lower levels of management. 
The president of another company meets every two 
weeks with all the vice-presidents to discuss policies, 
These frequent meetings are a necessity since the company is 
expanding at a very fast rate, causing many changes to be 
made. To aid in this expansion, authority and responsibility 
have been fully delegated to all the vice-presidents with 
practically no restrictions. There are no set policies, only 
a few-generalizations, one being that authority and responsi-
bility should be delegated as much as possible. However, 
such delegation is left to the discretion of the vice-
presidents. 
In another enterprise, policies governing the dele-
gation of authority and responsibility.are loosely set by 
top management and the board of directors. The reason for 
this is to give freedom of operation. One point of interest 
to note in this particular company is that some members in 
the senior level of management are endowed with responsibil-
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ities but very little authority with which to carry them out. 
The policies in another company are set by members 
of top management and approved by the board. Here the rules 
governing the delegation of authority and responsibility are 
set by a very thorough job evaluation for each position from 
the president down to the supervisory level. In each in-
stance it is intended to give the necessary authority for 
the responsibility involved. 
As can be seen from the preceding, a wide variety 
of means exists for establishing company policies for the 
delegation of authority and responsibility, the result being 
a very great difference between companies in the degree to 
which these functions are delegated. 
c. Faults and Improvements ~ Planning 
In some cases, it is difficult to distin~uish be-
. ~ 
tween a fault and a workable solution to a difficult situa-
tion. So it is in management. Many times there is a legit-
imate reason for either of these conditions, but more often 
than not, a little planning will eliminate or help alleviate 
the situation. 
Often little attention is given to such matters, 
because it is considered that nothing can be done and it 
is best to leave things as they are. This is true to some 
extent when examining means and methods for the delegation 
of authority and responsibilities and the manner in which 
43 
they are carried out. 
All the companies using organization charts and 
manuals considered the construction and use of them as neces-
sities resulting from poor and undesirable experiences. 
There are many reasons for the motivation of these instru-
ments, all of them directed towards the improvement of re-
lations and efficiency within the enterprise. The charts 
and manuals constructed for this purpose are of great as-
sistance and are invaluable in management. 
These documents set up specific lines of authority 
and responsibility, and in so doing allow the organization 
to be viewed in the same manner as a piece of apparatus 
moving along the production line. In this case, the apparatus 
is management being assembled with its component parts of 
authority and responsibility. The raw material begins with 
the stockholders' ownership, plant, money, and equipment. 
As it moves through the organization, the chart shows which 
operation is next in line and who performs the work. At the 
same time, the manual shows what is to be done and how it is 
to be done. 
In this manner, the organization is reduced from 
an area that may include quite a few buildings, miles, states, 
or countries, to a few small sheets of paper that can be 
clearly seen and studied. With this as the result and the 
motivation of improvement as the cause, a great deal can be 
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and has been accomplished. 
Benefits have been derived in the form of closer 
and better co-operation between individual members of 
management and between members of management and the workers. 
Usually in the oases where the crossing of lines of au-
thority has been reduced, the result bas shown higher 
morale among all employees which in turn has increased the 
efficiency. Better co-ordination between divisions and de-
partments has reduced internal strife. Finally, misunder-
standings have been eliminated between individuals as to 
their place in the organization. 
Many of the organizations have reviewed their set-
up from time to time and have come to the conclusion.that 
difficulties have been encountered because of insufficient 
delegation of authority and responsibility. To remedy this 
situation, they have decided that "each operating supervisor 
or executive, in ascending order from the foreman up, should 
be vested with the fullest measure of responsibility and 
authority which it is practicable to exercise at his level·-
in other words, all that he needs, all that he can use." * 
With this modification in their plans, the companies found 
many or the difficulties had been removed. 
Some companies cleared up poor situations when 
the causes were attributed to "fuzzy" lines of demarcation 
* 30, p.2l. 
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of authority and responsibility. By revaluating the posi-
tions involved and issuing new instructions governing these 
positions, such situations no longer arose. 
In some instances, it was found that although the 
duties were clearly defined and the lines of authority and 
responsibility were well stated, inefficiencies existed. 
There were two reasons, closely allied, for such a condition. 
One was that the quality of leadership necessary to fulfill 
the job was lacking. Because of this, respect was not given 
to the leader nor could it be commanded from those subordi-
nate to him, which in turn resulted in the situation whereby 
orders were not obeyed and carried out in the manner desired 
by management. Thus, any pattern originally set by manage-
ment was almost sure to be ignored. The other reason was 
that the capabilities were not fully explored before assign-
ing authority and responsibility to an individual. It was 
found that individuals selected for a job were lacking some 
specific quality which made it difficult to carry out their 
responsibilities. This point is explained more fully in 
the following section. 
D. Individual Capacities 
All indications when searching for the one primary 
factor in carrying out the plans of organization of manage-
ment would, in all probability, point to personnel. Of great 
importance in this matter is the consideration of the capac-
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ities and capabilities of the individual. Much is depend-
ent upon the distinct characteristics of each individual 
coupled with the definite requirements of the job involved. 
It is in rare instances these two aspects will so coincide 
as to produce complete satisfaction. Possibly the intelli-
gence of the individual is somewhat higher than that required 
of the job, or vice versa; or the individual may have too 
much or not enough of the necessary personality; or he may 
be too persistent about details or not sufficiently persist-
ent. 
These examples and many more, plus the various 
combinations that can be evolved, show that complete harmony 
cannot. be obtained. What can be done? It has been the ex-
perience of top management that two things can be done. 
First, management, for lack of anything better or anyone 
more qualified, must allow its plans to be transgressed. 
Second, in instances where it is feasible and possible, the 
individual can be trained. This latter point is well worth 
attempting, since too much disruption of formulated plans 
will cause hindrances and successive changes along the line. 
However, training individuals is difficult were it necessi-
tates the changing of habits and personal traits developed 
through a period of years. 
One executive told of a very responsible position 
that was available. He said there were men in his organiza-
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tion who might possibly fill the job, but that he was not 
considering them for one important reason. It was necessary 
that the individual for this job be unfamiliar with the or-
ganization in order that he might be molded to fit into the 
business with the proposed changes that were to be made. 
Therefore, under consideration was the possibility that. 
hiring a man from the outside would be more practical than 
trying to change the habits and methods of a person within 
the organization. 
When delegating authority and responsibility to 
an individual or selecting one to whom such delegation is 
being contemplated, this particular aspect is riot often 
given as much thought as should be and it is forgotten that 
each individual is unique in himself. 
It is the individuals, when assembled together, 
that form the heart and mechanism of the organization, thus 
dependability of the organization as a whole rests upon in-
dividual capacities. If too much of a load is placed upon 
one person, then others must take up the slack that will in-
evitably come about. If not enough work is given to fulfill 
a person's capacities, then he will endeavor to obtain addi-
tional means of satisfying his desires. In either case, 
routine is disrupted or else unbalanced situations will 
develop which in the future may cause trouble. 
Most of the companies interviewed take some form 
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of action in such cases. Where the condition is insuffi-
cient capacity to fulfill the delegated responsibilities, 
the majority of companies try to place the individual in a 
leas responsible position -- one that is equal to his capa-
cities. Two companies do not have the same sentiments. If 
a person baa not the capacities present, then he is fired. 
Where the condition exists that a person has more capacities 
than is necessary for his position, a more difficult solu-
tion is faced. Naturally, it is desirable to retain. this 
person, and to put him in a position worthy of his capaci-
ties. Two companies promote such a person immediately upon 
recognition of these capacities, whether or not a position 
is open. In such a situation, this person is usually placed 
as an assistant to an executive on a higher level to even-
tually succeed him. Two companies will promote such an 
individual when an opening is available. However, until 
such a time, he is allowed to exert his capacities whe.re'ver 
he sees fit unless the established linea of authority and 
responsibility are too freely and frequently crossed. The 
remaining companies will also promote such a man when the 
opportunity arises, but until this time comes, efforts are 
made to contain this person within the limits of his own 
lines of authority and responsibility. 
Thus, although it bas been proven that manage-
ment should delegate authority and responsibility, "it must 
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be recognized, however, that the outlining of delegated 
responsibilities is not a task that can be performed 
hastily or dogmatically. In assigning duties among 
individuals there is no graver error than the assumption 
that all are qualified to handle effectively whatever 
responsibilities are commonly assigned to their respective 
positions. Men are not born or developed to fit into pre-
cise patterns. The functions delegated to each man can be 
performed only within the limits of his individual capaci-
ties.• * 
• 
* 24, p.42. 
IV. Degree to Which Authority and Responsibility Are 
Carried Out 
A. Follow Through 
It is generally agreed that "any given job bas 
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two aspects; the responsibility involved and the authority 
inherent in it".* After these responsibilities are defined 
and the authority is delegated to carry them out, manage-
ment sits back and lets events proceed without any further 
thought on the matter. Hot one company has any procedure 
or method for following through to determine whether or not 
any of their designated plans are being carried out. The 
only instances where a review is conducted or the plans are 
examined, occur when a major change takes place within the 
company or when differences of opinion arise between indi-
viduals and departments. At this time, the designated lines 
of authority and responsibility are examined and a decision 
is made as to whether or not such lines are to remain in 
effect or should be changed in view of the circumstances. 
There are three general reasons for this particu-
lar procedure. The first reason concerns those companies 
with no specifically determined lines and those companies 
whose lines have been established through the years by 
custom. In these cases, management sees no reason for 
checking and placing an additional burden upon themselves 
* 5, p.396. 
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since the situation is net, at any time, of any particular 
concern to them. 
The other two reasons for not having any method 
or system for following through concerns the fact that ao 
much thought and planning is devoted at the outset to so 
construct the lines of authority and responsibility and to 
so define them, that no further consideration should be 
necessary unless changes are being made. Furthermore, per-
sonnel are instructed and expected to adhere to these lines. 
In addition, the people concerned are assumed to be mature 
enough to settle between themselves any differences that 
might arise. In such cases, the matter would undoubtedly 
be of minor importance and would not affect the organized 
plan to any degree. Where situations cannot be settled be-
tween individuals and have to be referred to higher m,anage-
ment, then it can be considered of greater importance and 
treated as such. In the first instance, the matter is so 
insignificant that it does not require the attention of 
management. In the la'tter instance, it was pointed out 
that such cases are few, and therefore, it is better to 
settle each case as it comes up rather than to devote con-
stant efforts to following up the system. Therefore, both 
reasons, are, according to management, in favor of showing 




Again, little attention is given to the matter of 
fulfilling the authority and responsibility, as such, as 
outlined in the plans. It is the general opinion of manage-
ment that "the authority to issue an order involves the 
responsibility of seeing that the order is carried out".* 
At the time management delegates authority, it.relieves it-
self of that burden for which the authority is delegated, 
and is only interested in the fact that the responsibility 
is carried out. As long as there are no complaints, no 
breakdowns, and the work proceeds as planned, management is 
well satisfied. 
"The delegation and co-ordination of authority 
and responsibility is the fundamental of organization which 
guarantees that all who bear responsibility have the power 
to fulfil that responsibility, and all who possess authority 
are held to answer for the results of its exercise.• ** 
Upon this premise and upon the selection of per-
sonnel, management places its trust. Herein, is· the heart 
of the organization. As with the human body, as long as 
the heart continues its steady beat, or varies slightly 
with the amount of exertion, there is no cause for con-
cern. But, when the action of the heart becomes erratic, 
* 19, p.64. 
** 18, p .196 • 
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attention must be given to it. The longer this attention 
is delayed the worse the condition is apt to get. The same 
situation exists in the delegation and fulfillment of 
authority and responsibility. Once delegated, management 
provides little attention as to the matter of fulfillment 
!! lons ~ everything proceeds smoothly. However, when 
operations become interrupted and when the smooth flow of 
orders becomes tangled, most managements recognize this as 
a sign of trouble. 
At this point, there is a divergence as to how 
the trouble is to be treated. The maJority of concerns pay 
immediate attention to the situation, in order to clear up 
the existing condition. This attention is primarily given 
to restore order to the situation and secondarily to review 
and to co-ordinate the lines of authority and responsibility. 
In other companies, the situation is left to 
clear up by itself or at least to see if it will'remedy it-
self. If, after a reasonable length of time, the situation 
is not better, steps are taken to find the cause and 
efforts are made to alleviate or eliminate the condition. 
This lethargy exists in all companies. No 
attempt is made to see how policies and plans are carried 
out. It is assumed that e~erytbing is and must be pro-
gressing according to the designed pattern as long as no 
complaints are made and as long as no trouble arises. 
It is only when sucb conditions are brought to its atten-
tion that management intervenes. In no case was there 
found to be some plan whereby, through research or 
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planning, management could detect or prevent such situa-
tions. Management can only judge the matter of fulfill-
ment of its delegation of authority and responsibility and 
can only wait for a breach in plans before any action is 
taken. Other than this situation, there is no revision of 
plans unless a major change is intended. If management were 
to demand reports concerning the matter of carrying out 
authority and responsibility, many conditions could be fore-
seen, appropriate changes could be made, and many trouble 
spots could be eliminated. 
c. Deviations 
In the matter of deviating from the established 
lines of authority and responsibility, each company again 
has its own policies. Several companies claim that they do 
not allow the slightest amount of deviation from the estab-
lished plan. Of the remaining companies, there are a few 
who do not particularly care how much deviation occurs as 
long as operations continue. Furthermore, this deviation 
is encouraged if it is believed that such "short-circuiting" 
will promote operation• and initiative. The balance of 
the companies permit a small amount of this deviation as 
long as it does not interfere too much with the general 
routine, or if the people involved can mutually co-oper-
ate with one another in this respect. 
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Those companies which attempt to prevent all 
deviations do so on the following grounds. In the first 
place, this limitation placed upon personnel is an attempt 
at specialization on the management level, whereby indiv-
iduals will do only their jobs and become wholly pro-
ficient at them. Secondly, the lines of authority and 
responsibility have been established after a great deal of 
consideration towards the functions that have to be per-
formed. Therefore, in the eyes of this type of management, 
the most efficient manner in which the company can oper-
ate is along these set lines. All the companies oper-
ating ob this basis are dogmatic in their statements that 
this is the only manner of running an organization today 
to combat competition and survive governmental regulations. 
A reasonable explanation is given where the con-
dition exists that deviations are quite frequently and pro-
miscuously permitted. The reason primarily advanced is that 
strict adherence to any system set up by management cannot 
meet all situations. There are many times that "short-
circuiting" or crossing lines of authority will shorten the 
amount of time to accomplish so8e piece of work. Bypassing 
regular channels of command eliminates red tape and extra 
paper work. The flexibility, so achieved by doing this, is 
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considered well worth the disadvantages, if any. In addi-
tion, by not limiting the sphere of responsibility and the 
scope of authority, the capacities of individuals can be 
utilized to the utmost and bring forth those people with 
initiative. 
The balance of the companies contend that some 
allowance for deviations should be made, since it is im-
possible to strictly adhere to the set lines of authority 
and responsibility. To operate otherwise, would cause 
management to spend much of its time settling minor dis-
putes and checking the organization as a whole. 
One company gave an analogy showing why this 
system was advantageous, and why they considered it as an 
insurance policy for smooth operations. In this analogy, 
the members of management were compared with the members 
of a baseball team and was further broken down to include 
only the outfielders on the team. Then this situation was 
brought up. Establish the lines separating centerfield 
from leftfield and rightfield. Suppose that a ball is hit 
towards. rigbtfield. The leftfielder, seeing that the ball 
is way out of his territory, does not make any attempt at 
going after it; however, the centerfielder starts running 
towards it. When the oenterfielder reaches the line 
separating his territory from rightfiald, does he stop 
running? No, of course notL He continues to run and if the 
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rightfielder is still way out of position, be catches the 
ball. If the rightfielder is in position, then the center-
fielder does not catch the ball, but goes to a position 
somewhat behind the rightfielder. In this way the center-
fielder is prepared to get the ball in the event that the 
rightfielder makes an error or misses the ball. This is 
considered to be backstopping. 
In the same manner, each member and position in 
management, should be backstopped. It is not practicable 
to assign jobs to members so that their duties overlap, but 
it is feasible to allow deviations in order that the lines 
may be crossed when, as, and if necessary to keep operations 
flowing. However, When the deviations are too extreme, 
management intervenes and steps are taken to prevent such 
situations. 
D. Enforcement 
The matter of enforcing company policies, while 
not a difficult task, is somewhat delicate, In contrast 
to legislative or military law, there are very few degrees 
of punishment. Usually, the method of disciplining violators 
is either by reprimand or discharge. In some oases, de-
motion may be recommended, but this is rather rare. 
If a situation is brought to the attention of 
management concerning a deviation from the established lines 
of authority and responsibility, all efforts are made to 
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settle the matter in a manner that will promote future co-
operation. Most companies hold a discussion with the 
individual or individuals concerned to determine the cause 
of the situation and the reason why such actions took 
place. Where no policy is in force to cover such a situa-
tion, a decision is made at that time by some member of 
top management to settle the matter. Thus, top management 
acta as the jury and judge in the matter of enforcing company 
policy. 
Wherever possible, it is management's intention to 
settle all matters amicably. Usually, the problem will be 
corrected while it is in the process of being discussed. If 
the people concerned cannot readily agree with management, 
then management is firm in upholding its policies and so 
instruct the individuals of its position. However, if the 
individuals cannot be made to appreciate management's posi-
tion and agree with its policies, then management has no 
alternative other than to discharge these people. This latter 
action is not generally desired by management since it may 
affect its personnel relationships and also cause the loss 
of a trained individual. Nevertheless, such action must 
be taken if management must maintain discipline. 
"The executive usually finds that handling dis-
cipline is much like playing with fire; the method possesses 
efficacy but is dangerous. Being guided by the proper point 
of view will largely obviate this danger and increase the 
control; and this point of view, in turn, is best gained 
through considering, in connection with each ease as it 
arises, the bases of authority. 
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"The most general statement perhaps is that 
obedience varies directly according !2 the degree of posi-
!!!! self-feeling of leader ~ relation to the negative 
self-feeling of follower." * 
This concept has been recognized by many companies 
and bas caused these companies to change their manner of 
selecting personnel. Previously, it was the custom to select 
men on the more practical basis of knowledge to perform a 
specific function. Recently, this has been changed where the 
qualities of leadership and ability to follow through are 
examined before the experience factor. In this connection, 
the president of an enterprise stated that when a prospective 
employee is interviewed, a great deal of consideration is 
given to his military record. The reason for this is that 
performance records of servicemen are superior to those of 
other employees. This company finds that fewer instructions 
are necessary, that the work is performed more satisfactorily, 
and that when the work is completed, this fact is reported; 
thus, eliminating the necessity for checking the progress 
and completion of the work. 
* ll, p.l88. 
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Another company, to reduce its problems of en-
forcement and all general problems concerned with authority 
and responsibility, has introduced a new program during the 
past several months. In substance, it is a program of in-
doctrination in the company's policies and plans. Each 
executive new and old in the organization, must participate 
and go through this program. Fundamentally, the program is 
as follows: A group of executives are called together and 
each person is given an organization chart. The chart is 
explained and the function of each position on the chart is 
briefly described. Then the group is taken on a tour through-
out the entire plant. At each section and department, opera-
tions are observed and explanations are given as to its func-
tions and as to how this department fits into the pattern of 
the business upon whom this department depends and who is 
dependent upon it. Each group is scheduled to spend two hours 
each day and it is so planned that the entire tour, including 
lectures, will take about twenty-four hours. 
It is hoped that this program will show each execu-
tive where and how he fits into the organization. In this 
manner, better co-ordination between individuals and depart-
ments is expected. Furthermore, it is hoped the lines of 
authority and responsibility will be so clearly understood 
by each individual that co-operation will be given so that 
these lines are not crossed. Thus, the company expects to 
reduce deviations from its established lines and promote 
individual enforcement through indoctrination. 
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v. Influence of Authority and Responsibility on Operations 
A. Leadership 
"The importance of efficient leadership increases 
with the growth of an organization. Such growth demands 
leaders who know the principles of organization and how to 
apply them. But the qualities of leadership involve more 
than the capacities of the organizer: they demand the 
psychic qualities of the leader. This phase of leadership 
is as vital as the spirit of coordination itself. It is in 
fact the operating phase of this process, since it is the 
leader who must coordinate not only the jobs but the people 
by whom the jobs are filled." * 
The psychic qualities mentioned above can only be 
acquired through self training by the individual. However, 
the principles of organization and knowledge of applying 
these principles can be instilled in an individual through 
several other means of indoctrination. The method and 
degree of training is dependent upon top management itself 
and upon its type and manner of thinking. The following 
paragraph illustrates this point well. 
"The use of younger, perhaps not yet completely 
qualified, executives bas, obviously, much to recommend it. 
However, it will fail miserably if the general manager bas 
no love for or understanding of the leading art. If he is 
* 16, p.l6. 
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one of those industrialists skilled in the use of expediency 
and the playing of hunches, if he is not himself a student 
of management and proficient in bhe practice of the art, it 
is not reasonable to suppose that his subordinate will be 
well trained to assume greater responsibilities or to exer-
cise greater authority. However, if the general manager is 
a master of the art and bas a love for passing it along to 
others, he and his company will be blessed with as loyal and 
inspired a type of management as it is possible to obtain." * 
Ultimately the manner of training leaders in 
assuming and carrying out responsibilities is reflected in 
company operations. In this respect, there is one general 
method of measuring leadership in organization. All companies 
which have organization charts and manuals use them as yard-
sticks. The manner in which individuals follow and carry out 
their responsibilities in accordance with these documents is 
a test of measuring their abilities and qualifications for 
leadership. Naturally, the way in which these responsibili-
ties are completed affect operations and thus individuals are 
judged. Those who conduct themselves within the limits 
established and those who fulfill their responsibilities .well, 
are considered to be more qualified than those who find it 
necessary to deviate from the designed pattern. 
In other companies leadership is also recognized 
* 26, p.5l8. 
64 
in a somewhat similar manner, but is more difficult. The 
manner of fulfillment is still the test. However, in these 
organizations, where no definite lines of authority and re-
sponsibility are established, it is not as easy to compare 
the individual with the rest of the company. In many in-
stances the individual will affect smooth operations within 
his department at the expense of other departments, or the 
individual will find that his authority and responsibility 
has not kept pace with the passage of time. 
Advantages are claimed by each type of operation. 
The organization which bas its lines distinctly marked claims 
that leadership is more easily obtained and maintained. In 
the first place, authority and responsibility are sufficiently 
delegated to carry out the job; and secondly, each individual 
is aware of the limitations of his job. Thus, each person 
need concentrate his efforts within his designated sphere and 
become proficient at it. 
In the organization where the lines are not so 
clearly marked, management claims i~ is developing a better 
leader. The reason is that the individual is not restrained 
as to his actions. Thus, if he has the ability and initia-
tive, he can push himself forward so that he is noticed. 
Also, it is claimed that the absence of specific limitations 
prevents the possibilities of individuals becoming automa-
tons. 
B. Co-ordination 
•The principles underlying the delegation of an 
individual's responsibilities are also applicable in the 
decentralization of management. Each executive, if he is 
65 
to prove effective as a manager, must turn the greater part 
of his obligations over to a well-balanced group of com-
petent subordinates. In like manner, to assure a fully 
effective job of administration in the larger units of or-
ganization, top management must divide its load and distrib-
ute its burden among well-organized and ably staffed sub-
ordinate managements, providing necessary concentration and 
specialization of supervisory attention at logical focal 
points throughout the enterprise. The more the management 
task is divided up and distributed in response to these 
pressures however, the greater the need for and the difficulty 
of effecting proper coordination and control. 
"The basic organization problem, therefore is two-
fold: (1) to subdivide responsibility into logical separable 
components or "sub-contracts" for which others may assume 
the burden, and so satisfy the need for delegation, decen-
tralization, and specialization; and (2) at the same time to 
integrate and relate these components in a manner that will 
facilitate effective coordination and control. A great deal 
hinges upon the care with which this subdivision and coordina-
tion of basic responsibilities is worked out, for the ease and 
facility with which the business can be managed depends 
directly upon it • 11 * 
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All the companies interviewed have their functions 
subdivided into •sub-contracts•. In every instance the heads 
of each function have been delegated sufficient authority 
and responsibility with which to carry out their duties, 
subject only to a few general policies. These policies re-
strict actions usually to the expenditure of certain sums of 
money and major changes. 
While there are variations in the degree of delega-
tion of authority and responsibility from one company to 
another and from one department to another, there is almost 
complete agreement on the delegation at top levels. Most 
companies feel that there should be very few restrictions at 
this top level for two reasons. First, the caliber of the 
executive at this level should preclude the possibility of 
misusing any delegated powers. Secondly, co-ordination can 
only be effected where department heads have complete 
freedom of action. 
The discussion to the present point bas been con-
cerned with the activities of the line officers. However, 
effective co-ordination must also be achieved with the staff 
officers. "The problem, therefore, is to organize so that 
the relative freedom of action required by each shall be so 
* 30, p.lB. 
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conditioned that all operations will coordinate effectively 
with the general plans. The line and staff definitions of 
authority and coordination must be worked out so that at 
each point in the delegated chain of line authority there is 
complete coordination with the general plan of the central 
control and at the same time the freedom of action requisite 
for the greatest efficiency.• * 
The manner of achieving this end is accomplished in 
two ways. Approximately eighty per cent of the companies 
agree that the staff members are to act only in an advisory 
capacity and are not to assert themselves otherwise. These 
companies make every effort to see that staff officers do not 
give orders or interfere in any manner with line operations. 
One company told of its experience concerning this 
matter which caused a review of the entire organization to 
be made. The president of this company had en advisory staff 
composed of other officials. As is natural, be placed much 
confidence in their suggestions and usually had these 
suggestions carried out. However, with the passage of time, 
these executives took it upon themselves to see that their 
suggestions were fulfilled and gradually, a transition took 
place whereby they were directly giving orders and were no 
longer acting in advisory capacity. This situation became 
noticeable when confusion arose between various divisions 
* 16, p.l74. 
68 
and co-ordination was impaired. A careful examination in-
dicated the source of the trouble. The company then found 
it necessary to review its policies and procedures to pre-
vent any such recurrences. From that time to the present, 
the company is firm in its position that no staff officer 
shall give orders. 
The remaining twenty per cent of the companies 
feel that in many situations a staff officer should give 
orders if be feels that by so doing he can save time and red 
tape. This is especially true where some part or information 
is necessary for research. It is agreed that although, at 
times, same ill effects may occur, the final result is the 
important factor. 
c. Production Efficiency 
•conditions which make essential the delegation of 
authority with coordinate responsibility are found in every 
division of organization. Efficient management requires the 
decentralization of execution in order to leave the manager 
free to direct his attention to matters which affect the 
business as a whole; such as the formulation of policies, the 
coordination of departments, or the assistance of some par-
ticularly troublesome department until it is again running 
smoothly. By delegating part of the burden of direction, 
supervision, and control to competent heads, he can devote 
specialized effort to these phases of the work. By giving 
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those in charge of the various departments of the business 
authority and responsibility within their own fields, the 
manager develops a corps of consulting experts who know 
from experience the exact conditions under which each de-
partment operates, and who are consequently in a position 
to offer concrete suggestions as to the conduct of the 
business." '* 
There is absolutely no doubt in the minds of any 
members of top management that the delegation of authority 
and responsibility is a primary requisite contributing to 
efficient operations. As was previously pointed out, the 
degree and manner of delegation varies with the type of 
organization and the people in control. In general though 
"the structure of an organization must be so designed and 
adapted that delegation is facilitated and enhanced with-
out friction, obstruction, or misunderstanding. In fact, 
the ease and effectiveness with which duties and responsi-
bilities are automatically delegated is often regarded as 
a test of efficient administration and of the organization 
which makes it possible". ** 
This is one of the few points where all the 
companies are in complete agreement. It was the original 
intention and is the natural tendency that delegation 
* 18, p.l88. 
** 4, p.218. 
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should follow through each particular function from the top 
down. However, peculiarities of the business and personali-
ties of individuals have, through the passage of time, 
changed these original intentions in some companies. In the 
companies where this bas happened, the opinion is that these 
changes have contributed to the efficiency of the company, 
and where necessary, the structure bas been adapted to coin-
cide with such changes. 
However, in the organizations where it is the in-
tention to adhere to preconceived plans as closely as possible, 
the opinion is that "many a chief would vastly increase the 
efficiency and resourcefulness of his executive staff if be 
would prepare an accurate organization chart depicting a 
delegation of responsibilities coupled always with commen-
surate authority and then memorize the chart and adhere to 
it religiously".* 
Thus, the general intent of increasing the efficien-
cy of the company is present in all cases, although the 
manner of achieving this end may vary. Each company is well 
satisfied with its method and considers its manner of opera-
tion justified by the results achieved. 
There are a few companies who do claim some in-
efficiencies. These companies can be divided into two 
groups; those who operate on the basis of strict adherence 
* 4, p.2l8. 
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to the preconceived plans, and those who allow deviations 
from their plans. In the first group, the inefficiencies 
occur because of the time lag between the issuing and 
carrying out of orders and extra paper work. In the second 
group, the inefficiencies occur when production is inter-
rupted by an individual who does not give orders through 
the proper channels, and by the consequent lowering of 
morale which sometimes occurs. Nevertheless, both groups 
consider such inefficiencies, inherent in their systems, 
to be of minor importance as compared with the overall 
picture where the net result is the deciding factor. 
VI. Affect upon Internal Relationships 
A. Assignment £! Duties 
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In recent years a great deal of scientific treat-
ment has been neglected in the assignment of duties of 
personnel, the main reason being the increase in the number 
of positions made necessary by rapidly expanding organiza-
tions and the shortage of qualified people to fill these 
posts. For example, a request is made of the personnel 
department for an individual to fill a certain position. 
In many cases, the request must be fulfilled in a very short 
period of time and because of this, an individual is hired 
who is known to be lacking in certain requisites, but who 
possesses sufficient knowledge or intelligence to be pass-
able on the job. As a result, management rather than burden 
this individual with rules and re,gulations, allows this 
person to have a great deal of freedom in carrying out his 
major duties. Such a situation causes a gradual degeneration 
in the structure of a company. 
"The importance of an exact specification of all 
individual duties, in its effect on the morale of an organ-
ization, may be shown by examples that are familiar in all 
human experience. How often do we bear it said of organized 
institutions of every kind that they are all 1 sbot through 
with politics'. A superficial thinker might take this as a 
reflection on the personnel. If be should become acquainted 
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with this personnel be might be surprised to find how good 
it really is. Ten to one, we must go to organization, rather 
than to personnel, to find the real cause of the trouble. 
"To say that such conditions, when they exist, 
are the fault of administration is true but not sufficiently 
explicit. They are due to the administrative neglect of the 
necessities of formal organization and the application of 
its principles. 
"When a member of an organization is placed in a 
position with duties ill defined in their relation to other 
duties, what happens? Naturally he attempts to make his own 
interpretation of these duties and, where be can, to impose 
this view on those about him. In this process be encounters 
others in similar cases, with friction and lack of coordina-
tion as the inevitable result. 
"on the positive side orderly procedure gives way 
to the practice of 'cutting across lots'; in its negative 
phase it results in the shirking of responsibilities or in 
popular phrase, 'passing the buck'. Such conditions become 
aggravated when leadership itself takes short cuts without 
considering the long-time consequences. The two conditions 
usually go together, for the leadership that is careless in 
the specification of subordinate duties is likely to be 
disorderly·in the exercise of its own. True coordination 
in the formal sense can be effectuated only through exact 
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definition of duties, and this must begin at the top. With-
out it there will be friction even at the top and under 
these conditions it is futile to look for harmony down the 
line." * .Most c01npanies are willing to compromise this 
situation, the extent of which is dependent upon the degree 
of organization. 
By now it should be evident that all organizations 
can be classified into two general groups; those with a 
formal plan of organization and those with an informal plan 
of organization. The former handles the situation with more 
emphasis upon the lines of authority and responsibility than 
the latter. In addition, since specific lines are set up, 
an individual may bounce and wobble within his own sphere, 
but is almost sure to find out when he is stepping into some-
one else's territory. Such is not the case where there is 
no established plan, since few individuals, and in some or-
ganizations no individuals, have any clearly defined limits. 
A fact of extreme importance is that "an organiza-
tion is composed of individuals. Each individual has certain 
abilities and weaknesses; each has certain ambitions; each 
has his own likes, dislikes, temperment and personal charac-
teristics. All these must be considered in planning or 
developing an organization." ** 
* 16, pp.29-30. 
** 21, p.54. 
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As was stated in an earlier section, two companies 
promote individuals immediately upon recognition of abilities. 
In these two companies the individuals are given a thorough 
training and are prepared for their future responsibilities. 
Thus, when the time arrives there is no doubt as to the 
specifications and limitations in regard to the duties and 
responsibilities of the job. 
Another company has a program whereby individuals 
are given an opportunity to understudy various jobs. The 
program is divided into three-month periods of which nine 
weeks is spent in actual side by side contact with the 
individual whose job is being understudied. The balance of 
time is spent in studying and taking courses pertaining to 
the job. At the end of this period the individual can under-
study the same job again, apply for another one, or return 
to his old job. Thus, when an opening is available someone 
with _training in the aspects of the job is usually selected, 
and in this manner the individual chosen is familiar with 
the authority and responsibilities involved. 
"Some responsibility is involved on every job, 
whether it be that of the clerk or of the sales manager. 
Often, however, the responsibility is limited because it is 
shared with a superior. An example of such limitation is 
a foreman working under the close guidance of the shop super-
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intendent." * 
It is the usual procedure to inform an individual 
as to his responsibilities but management neglects, in a 
great many cases, to make known the scope of authority to 
fulfill these responsibilities. As a result, dependence upon 
superiors becomes prevalent since many individuals do not 
wish to assume all the risks and liabilities involved. Ulti-
mately the result is that the limits of responsibility and 
authority become fuzzy and ill-defined. 
B. Morale 
In companies composed of a great many "old-timers", 
fuzzy lines of authority and responsibility have little effect 
upon the morale of employees. The main reason for this is 
that through the years these people have become thoroughly 
indoctrinated in the customs and procedures of their concern. 
However, new personnel coming into such an organization resent 
such a condition especially when they find themselves subject 
to the orders and whims of several people. 
Those companies which specifically state the duties, 
responsibilities, and limitations of each position are united 
in the belief that "the executive must know the precise limit-
ations of his field of authority if he is to function freely 
and competently, and the employee likewise wishes to know the 
exact source of control to which he must respond. Further-
* 5, p.396. 
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more, these paths of authority should not be short~circuited 
by impatient executives.• * 
Where this principle is embodied in the company's 
structure, top management claims the morale of all personnel 
is very high. Each person knows to whom he is responsible 
and from whom he is to accept orders, and anyone else attempt-
ing to give orders or attempting to disrupt the routine can 
be politely told to go through the correct procedure or pro-
per channels. 
Two companies frankly admitted that short-circuiting 
was a daily occurrence practised by some members of top 
management within their organization. The result was that 
the worke~ and his superior were annoyed -- the worker be-
cause his work was interrupted -- the superior because his 
flow of operations was hindered. The latter was an especially 
sore point, since the superior usually had no knowledge of 
such interruptions until a complaint was registered some time 
later that his department was not functioning properly. Such 
occurrences have a demoralizing affect upon the individuals 
involved. However, even though protests are made concerning 
these situations, little can usually be done unless the 
people in top management co-operate. Another company told 
of a similar experience which was only remedied after the 
president was replaced. 
* 19, p.57. 
Proponents of organization are firm in their 
conviction that the more thought given to the delegation 
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of authority and responsibility, the higher will be the 
morale in the company. "Responsibility alone ties a man's 
hands, since he lacks the necessary equipment with which 
to discharge the responsibility. Authority alone leads to 
interference, petty faultfinding, and direction by irrespon-
sible executives. Indefinite delegation of authority and 
responsibility results in friction and duplication of effort. 
In none of these situations is there the precise balance of 
functions essential for a strong organization composed of 
interested executives."* 
All companies with a formal organization hold the 
above statements to be true and make all efforts to satisfy 
these principles. Each company in this group is certain that 
their relative degree of high morale is partially successful 
because of their manner of delegating authority and responsi-
bility. 
There are a few companies who do not think that the 
manner and amount of delegation of authority and responsibil-
ity has much to do with the aspect of morale. This is es-
pecially true of older cowpaniea whose policies and procedures 
have been established by custom. In these cases, management 
is of the opinion that custom and tradition will mold the 
* 18, p.l86. 
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feelings of the personnel. The balance of the companies do 
not consider morale as too important an aspect and leave this 
phase to the personnel department or industrial relations 
division. 
There is the feeling among all executives that each 
job and position has some authority and responsibility. How-
ever, only relatively few have made an attempt to reach and 
indoctrinate all personnel in this fact. Those executives 
who have done so are convinced that an employee, when told 
and shown how he possesses responsibility and where and what 
his authorlty is, feels a small amount of possession of 
ownership in the business. As a result, the employee is 
more apt to show a greater degree of interest in his work 
and in its fulfillment. 
c. Co-operation 
The manner and degree of delegation of authority 
and responsibility has a considerable influence in the amount 
of co-operation achieved between individuals in an organiza-
tion. 
"When authority and responsibility have been dele-
gated but not definitely fixed, it is a common occurrence to 
find that there are certain functions which no one has 
directly in charge, while others are subject to the over-
lapping control of two or three individuals. The executives 
are in continued conflict as to the extent of their authority 
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each cl•ims and uses all that he dares and relinquishes as 
little as possible, and in the struggle for executive su-
premacy, cooperation is superseded by quarreling and fric-
tion. Even the workers are affected by a failure to draw 
clearly the lines of authority and responsibility. Not 
knowing to whom they are responsible, they loaf on the job, 
and attempt to conceal their action by playing one boss 
against another. 'Soldiering' is sure to become prevalent 
unless each activity is under definite direction, super-
vision, and control of an executive who possesses both 
authority and responsibility." * 
The above points are stressed by all executives 
who delegate authority and responsibility in conjunction 
with organization charts and manuals. In addition, it is 
the intention of these men to attempt, where possible, to 
delegate responsibilities in such a manner that an equal 
load is placed upon each individual or person. The reason 
underlying this procedure is that no one will feel that he 
is overloaded and thus try to pass on some of his burden. 
The reverse is also possible in that someone who has not 
too many responsibilities may attempt to gain recognition 
by usurping a part of someone else's responsibilities. 
Thus, "the proper delegation of authority and responsibility 
means greater cooperation of executives, better feeling 
* 18, p.l88. 
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between executives and management, more complete control of 
the activities of the business, and stimulation of interest 
in the work." * 
One company states that co-operation is achieved 
because of the fact that no individual in the organization 
has an opportunity to become jealous of another. The fact 
is that each person, at the present time, is so overloaded 
that co-operation is a necessity if operations are to 
continue, and each person is doing his best to aid in the 
situation. 
Those companies whose limits of authority and 
responsibility have been established through custom, state 
that co-operation has been established and maintained in 
the same way. Co-operation is carried out in the .manner of 
tradition and habits of the "old-timers". 
Finally, those companies which have relatively few 
limits of authority and responsibility are of the opinion 
that co-operation varies directly with the power to act upon 
individual initiative; that is, the more emphasis placed 
upon initiative and the ability to accept responsibilities, 
the better will be the co-operation. 
* 18, p.l90. 
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VII. Summary and Conclusions 
"A famous professor of administration is credited 
with a definition of 'hell' as responsibility without 
authority." * As evidenced by this survey, this definition 
is quite apt, since all the companies interviewed, with the 
exception of one, delegate responsibilities with the com-
mensurate amount of authority to carry them out. The basic 
reason is that one is useless without the other. Responsi-
bility alone leaves an executive with no facilities to 
allow him to carry out and fulfill orders. Authority alone 
allows an executive to interfere and give orders without 
being liable for the results, which oftentimes leads to ir-
rational acts and confusion. 
Authority and responsibility, in large companies 
generally, pass through five levels of organization. The 
uppermost level, the board of directors, is responsible for 
establishing the broad policies of the company. The next 
level, top-management, must see that these policies are put 
into effect and carried out. This is accomplished through 
the senior executives who head specific functions or divi-
sions. These men, in turn, rely upon junior executives who 
are in charge of specific functions within the department. 
And finally, subordinate to the junior executives, are the 
supervisors and foremen who are responsible for their own 
* 7, p.l33. 
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departments. 
The degree of authority and responsibility 
varies a great deal from one company to another. Much of 
this variation can be attributed to the personal feelings 
of top executives towards this phase of organization. 
Those men who are avid proponents of organization and its 
mechanisms do their utmost to carefully plan and put into 
operation suitable means of delegating authority and re-
sponsibility. On the other hand, in some companies, the 
policies concerning this delegation are a matter of custom 
passed on through the years while in other companies dele-
gation is made on a general basis concerning functions. 
It is not an uncommon occurrence for management 
to make a complete reversal of policy towards the delega-
tion of authority and responsibility. During the past 
decade, four. companies have done just this. Three companies 
have changed from very informal delegation to formal dele-
gation, while one company has done just the opposite. 
Another company has expressed intentions of tightening ita 
linea of authority and responsibility as soon as certain 
members of the organization leave. It is interesting to 
note that in each company where a change towards a more 
formal organization has taken place or is expected to 
take place, an expansion of business and facilities has 
occurred. In that company where formalization has been 
rejected, business and facilities have remained somewhat 
statio. 
As a result of these findings and because of 
the fact that the majority of large companies have a 
formal organization, the conclusion may be drawn that a 
large and growing organization has a need for a formal 
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plan of delegating authority and responsibility. However, 
such a statement should not be all inclusive, since some 
large establishments have been and are still operating 
with very loosely defined limits of authority and responsi-
bility. At the same time, there are some small organiza-
tions which have a very formal and strictly defined plan. 
On the basis of this survey, I believe that 
every company, as it grows and expands, will ultimately 
find it necessary to have and to delegate authority and 
responsibility with definite limitations if it is to oper-
ate and compete successfully in our economic system. 
Many companies who find themselves with internal 
difficulties and conflicts would do well to examine their 
structure and policies. Such an examination might well 
r6veal a need for changing their attitude and method of 
assigning authority and responsibility, for in many cases 
troubles can be traced to the fact that there is a faulty 
manner or an insufficient amount of delegation of authority 
and responsibility. 
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Of paramount importance in selecting an individual 
for a specific position is the necessity for determining his 
capabilities to accept and carry out the responsibilities 
involved. At the same time it should be recognized that the 
individual must be capable of exercising the requisite au-
thority needed. This latter point is sometimes dropped into 
the background and not given sufficient consideration. Upon 
these two factors hinges the manner and degree to which au-
thority and responsibility are carried out. 
There is hardly a company which gives attention 
to the matter of checking the way in which authority and 
responsibility are carried out, except as to how operations 
are proceeding. Only when stoppages, arguments, or break-
downs occur does management check up and follow through to 
ascertain the cause. At this point, the damage has already 
been done and time has been lost. Would it not be better 
end more practical to maintain a constant check to avoid 
such situations? 
Today we have all sorts of planning in business to 
make it operate more efficiently, but too little is done 
towards organizational planning in the sense of following up 
to see that the established plans are maintained and that 
changes are made before they become a sheer necessity. True, 
in theory, department and division heads are supposed to do 
this, but is it done? As top-management now demands re-
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porta of departmental activities and operations, it should 
also demand reports of the manner of carrying out company 
policy as regards to the organization plan and policies. 
Such an 8 ot will prevent deviations, insure fulfillment, 
and bring to light any mistakes and faults in the planning. 
This, I believe, will prevent many undesirable situations 
and produce a smooth and harmonious f'low of operations. 
There is no doubt as to the influence of the 
delegation of authority and responsibility upon operations. 
Unless a business is operated and run by a single individual, 
such delegation is necessary. As a company grows, more 
authority and responsibility must be delegated. This de-
centralization of p.ower allows management more complete 
control over the business and also allows management to 
better co-ordinate all phases. In the first place, manage-
ment has a group of men, intimately familiar with their 
own functions. These men, besides carrying out orders, are 
in a position to advise and make recommendations to manage-
ment when necessary. At the same time, management is 
always informed as to the administration of each function. 
In the second place, these men are always available and act 
as co-ordinating mediums to effect smoother operations be-
tween departments. 
To cope with the problem of obtaining these men, 
there is one general method practiced by ~1 companies; that 
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is, to develop men from within the organization. To do this 
management makes a gradual delegation of authority and 
responsibility to the subordinates. Those who continue to 
maintain the increase of burden are capable of becoming good 
executives. 
There is no doubt that executives are needed to 
share the load of management and its consequent responsi-
bilities. At this point, however, there is a sharp cleft 
as to how the responsibilities are to be divided. One group 
proclaims that in order for the organization to be efficient, 
each person must act within his own sphere, which boundaries 
are clearly defined as to responsibilities and authority --
anything outside this sphere must be acted upon througP the 
channels established. ·The other group states that this is 
fine theoretically, but is almost useless when put into 
practice, since the initiative of each individual is re-
strained and routine matters become entangled in red tape. 
Which group is right? The resulta from this study show 
that equally good results are obtained from both ffiethods. 
However, ~n this matter of the manner of delegating 
authority and responsibility as it affects internal relation-
ships, a definite conclusion can be drawn. The group which 
has a definite established plan is in a much better position 
than the group which has not such a plan. Heading the list 
of superior achievements is morale. In the first group, 
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morale is much higher and better obtained than in the latter 
group. Next is co-operation. By specifically stating respon-
sibilities, the first group achieves much better co-operation 
between all employees and executives. Finally, the assign-
ment of duties is better facilitated by such a plan. 
The matter of authority and responsibility has 
been and is still quite a controversial subject. Complete 
agreement as to the manner and the method of delegation is 
still unsolved to the complete satisfaction of everyone. 
For example, after Mr. Goes' basic principles (on page 10) 
were printed in a magazine article, a letter of complete 
disagreement was sent to him of which exerpts are quoted 
below. 
"If American industry is to retain its position 
of world leadership, we must go further than the organization 
outlined by Mr. Goes. We must use the individual talents of 
the whole organization. 
"If that is to be done, it is impossible to have. 
clean-cut lines of authority. It is impossible to have a 
line and staff organization as such. A' goal in which all 
believe must be set and the individual abilities of each 
must be used in arriving at that goal. Each job must be done 
by the person most able to do it. This is a much more dif-
ficult job for the chief executive but it is tremendously 
more efficient when accomplished. This job has been done in 
practice and will be more popular as greater experience 
develops." * 
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Mr. Goes, an avid proponent of organization, 
answered this letter, a part of which follows. "Mr. Lincoln# 
says that you cannot have clean-cut lines of authority and 
that it is impossible to use line and staff organizations 
because one cannot secure the combined abilities of the 
organization or their suggestions if their authority is 
delegated or a staff organization is used. I absolutely 
disagree with that. How an organization functions, how the 
ability of its members are developed, encouraged, and co-
ordinated, how members of an organization are recognized and 
promoted is totally independent of the form of organization 
but is absolutely dependent upon the philosophy, the type of 
thinking, the breadth of view, the ability and leadership of 
top management. 
"I have seen more organization morale damaged by 
failure to delegate adequate authority, to recognize that 
authority goes with the job, and by failure to define the 
job with respect to line and staff jobs, than I have where 
these assignments are thoroughly and carefully made." ** 
As a partial answer to this controversial question, 
# J. F. Lincoln, President, Lincoln Electric Company 
* 29, p.745. 
** 28, pp.745-746. 
90 
the following can be concluded as a result of this survey. 
It was found that the smaller the company, the greater the 
deviation from the basic principles and as the size of the 
enterprise grew, the more closely its structure approached 
and adhered to these principles. This infers that a small 
company is probably more closely knit together and as a 
result such deviations can be permitted without causing any 
great lack of co-ordination and efficiency. As a company 
grows larger, it becomes more unwieldy and, therefore, to 
eliminate possibilities of confusion and lack of co-ordina-
tion, it is a necessity to follow structural policies and 
rules much more closely. 
As a final point, this study has brought forth 
one important fact. An organization should be created and 
should exist to serve a business. If one form of organiza-
tion is successful to one company, it does not mean it will 
be good for another. Conditions are not exactly the same in 
every enterprise for, as individuals have their own idiosyn-
crasies, so each company has its own peculiarities. This 
point was borne out consistently. Each company contacted in 
this study can be considered successful; and although there 
were many similarities, no two companies had the same policies 
throughout concerning the important matter of authority and 
responsibility within their structures. 
Appendix 
The following is a list of companies who partici-
pated in this survey. 
Allis-Chalmers Manufacturing Company 
Elliott Addressing Machine Company 
Ford Motor Company 
Fram Corporation 
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Holtzer-Cabot Division, National Pneumatic Co., Inc. 
Hood Rubber Company 
H. P. Hood and Sons 
Kendall Mills 
Liberty mutual Insurance Company 
monsanto Chemical Company 
New England Confectionery Company 
New England Telephone and Telegraph Company 
Northern Industrial C~emioal Company 
Polaroid Corporation 
Raytheon Manufacturing Company 
Sanborn Company 
W. F. Sohraftt and Sons Corporation 
Simplex Wire and Cable Company 
State Street Trust Company 
Trimount Clothing Company, Inc. 
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